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CHAPTER I
SCHOOL BUSINESS MANAGEMENT AS A PROFESSION
INTRODUCTION----In the organization of the educational
program the formal structure has put the responsibility on the
state or people, who in turn elect representatives, the school
board, who hire a superintendent, who in turn provides the
educational leadership necessary to formulate the type of
educational program the community wants.

Every organization

should have a single executive head to provide control coordination for the activities of the organization.l Thus, the format
for the administration of the educational program was also established.

Due to the nature of his position the superintendent was

given the authority and responsibility for establishing the
educational administrative program.
ROLE OF THE ADMINISTRATOR----The question of who should be
considered the chief executive, if anyone, provided some controversy
several years ago.

However, it is almost unanimous today that, since

the superintendent is primarily concerned with the total educational
program, he should be the chief executive.

Having established who

was primarily responsible, the task of the educational administrator
might be defined basically as that of mobilizing "all needed resources
of coI11DUnities and states to improve the quality of education and to
!Edgar L. Morphet, R. L. Johns, and Theodore L. Reller,
Educational Administration: Concepts, Practices, and Issues.
Englewood Cliffs, New Jersey: Prentice-Hall, Inc., 1959. ll. 56
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relate it more closely to community, state, and national needs. 11 2
Thus, the role of the administrator is that of leadership more
than that of administration as it is generally conceived.
COMMUNITY UNIT CREATES NEED----Many other factors have
changed in the process of developing our present-day educational
program.

One of the primary changes which brought about one of the

major changes was the development of the connnunity unit schools.
This came about primarily in an effort to cut the costs of operating
single school districts.

Briefly, it became apparent that by com-

bining areas into various districts many schools could be replaced
by few and that a centralized administration would provide a more
comprehensive and economical educational program.
For the welfare of our children and future society,
school budgets in many instances have been in need
of expansion all through the years. Today many
schools need to lengthen the term and improve health
education, programs of child study and accounting,
pupil guidance, vocational education, occupational
programs for youth, curriculum revision and the like.
The kindergarten and the junior college have not been
established in many centers where they are needed.
In the last several years Illinois has seen nearly
12,000 school districts reorganize into about 1,700
districts. The consolidation movement is still going
on. Generally the spirit back of reorganization is
to obtain better schools, particularly for children
in rural and village areas. Improved schools cost
more money. Consolidation results in more services
for many children.3
In the development of these units, the task of providing
leadership became more centralized but also more specialized.
This created a problem, that of providing an administrative staff
Ibid P. 149
3Research Department. State Common School Aid in Illinois,
Springfield, Illinois: Illinois Education Associa"tic;n-;-october, 1959.
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of adequate numbers and high quality, with which the superintendent
must deal.

In the small school system, the superintendent performs

many of his responsibilities with little or no administrative
assistance.

In the large school systems the superintendent is

primarily responsible for the coordination and direction of other
administrators in the process of doing their jobs.

The selection

and stimulation of the entire staff, including the members of the
administrative team, has proved to be one of the major problems
of the chief executive.

The larger the school system the less

chance the superintendent has to work directly with the teaching
staff.

However, he can be of some influence depending on the

type of administrative staff he has developed.
At this point it might be suggested that (1) the school
business manager be considered one of the superintendent's
administrative assistants; and (2) the growing importance of
school business administration in the educational program be
recognized.
THE NEED FOR PROFESSIONAL BUSINESS MANAGEMENT----The
school business manager is in an important and growing administrative position.

The responsibilities confronting the school

business manager can adequately be met only by leadership which
is well trained, devoted to the goals of public education, and
competent to handle the intricate tasks of budgeting, purchasing
and accounting.4

The primary purpose of business administration

is to assure that maximum educational returns will be received
4charles w. Foster (Editor). The School Business
Administrator, Evanston, Illinois: Association of School
Business Officials, 1960.
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per dollar invested in education.5

Business administration

should be the servant of the educational program and not the
master.
Charles W. Foster, Executive Secretary of the Association
of School Business Officials is considered as the major spokesman
of this organization--the oldest professional organization in
North America devoted exclusively to the improvement of school
business management.

The following statement is Mr. Foster's:

The responsibility for administering the
business affairs of America's schools today--a
gigantic undertaking--rests squarely in the hands
of the school business officials. Sometimes
these officials are known as business managers
or assistant superintendents in charge of business.
Sometimes they are known as clerks or secretaries
of boards of education. Sometimes they are known
as administrative assistants, and sometimes-particularly in the smaller schools--the superintendent of schools is the sole business official.
In any case, regardless of the title held, the
one who performs the business function occupies
an extremely important educational post. On his
shoulders rests the responsibility for the efficient and economic management of the business
affairs of the public schools. He is responsible
for the collection, protection, and spending of
school money. He administers the indebtedness
program. He coordinates and directs the various
activities which relate to the development, operation, and maintenance of the physical plant and
equipment. He administers the non-certificated
personnel. He assumes the responsibility for
transporting the pupils to and from school and
for feeding them at noon. He is responsible for
purchasing, storing, and distributing hundreds
and even thousands of dollars worth of supplies,
including textbooks. He is a man of many functions and of diverse skills. His is an evolving
5Edgar L. Morphet, R. L. Johns, and Theodore L. Reller,
Educational Administration: Concepts, Practices, and Issues.
Englewood Cliffs, New Jersey: Prentice-Hall, Inc., 1959. ~ 435
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profession--the latest to be recognized in the group
concerned with the achninistration of public schools.6
There are two obvious considerations which may determine
the need for a school business manager.

First, economical

management of the school system along with wider educational
opportunities for children must be provided.

In other words

when the business functions become so demanding of the superintendent's time that he can no longer keep the entire educational
program under control, he should be relieved of those business
functions which are so time consuming.

Second, if business

affairs become so complicated, such as a new building program,
reorganization, or any other situation which overburdens the
superintendent, a business manager should be provided.
One must conclude that there are no adequate standards;
the needs of the school district should be the determining
factor in small school districts. 7
GROWTH OF THE POSITION----School business achninistration
has existed since the beginning of the public school system,
although originally it may not have been considered as important
as it is today.

Always, there were taxes or fees to collect

for the support of the early schools, teachers to be paid,
financial records to be kept, rents to be paid, and fuel
to be supplied.

At first, these duties usually were perform-

ed by local town or city officials, and later by members or
6Lee O. Garber, {Editor). 1!! ~the School Business
Manager. Danville, Illinois: The Interstate Printers and
Publishers, Inc., 1957. Preface
'7william A. Yeager. Achninistration of the Noninstructional
Services. New York: Harper & Brothers, 1959. p. 142

Personnel~
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committees of local school boards as they were established.
Historically, it appears that the necessity for the appointment of a full-time school business administrator was first
recognized more than a century ago--1841--when the city council
in Cleveland, Ohio passed an ordinance providing for the appointment of an "Acting Manager" of schools whose duties would be:
to keep an accurate account of each school District,
whether for teaching, or rent, or for other purposes,
• • • to provide fuel, take charge of the buildings
and fixtures, and certify to the council the correctness of all accounts against the city for teaching,
or for rents, fuelA repairs or fixtures on or about
the school houses.o

PROFESSIONAL "TONE"----In the 1880's, according to the
published proceedings of the National Education Association,
some professional educators of that period were emphasizing the
importance of school business administration and urged the creation
of a business division in city school districts.

During the late

nineteenth and early twentieth centuries, many school trustees and
school superintendents recognized the importance of good business
administration of the school system.

By the turn of the century,

the administration of school business affairs began to have the
"tone" of professionalization; that is, the leading school business
administrators coDlllenced to realize the importance of their duties,
the effect their services would have on education, and the need for
obtaining further information regarding the specifics of their
various duties and responsibilities.

In the early part of the current

century, some literature began to appear dealing with aspects of
school business administration, chiefly in the areas of school finance
8Foster, .21?.•

£!!.,

pp. 11-12
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and accounting.

Literature dealing with the broad topic of school

business appeared in the 1920's sparked by the writings and stimulation
of Professor N. L. Engelhardt, Sr., of Teachers College, Columbia
University.

He was the first instructor of a specialized course

in school business administration which was offered in the sUD1Der
school session of 1926.

The first book devoted entirely to school

business administration, written by the brothers, N. L. Engelhardt
and Fred Engelhardt, appeared in 1927.9
At present there is no single pattern of school business
administration, no single pattern of administrative organization,
and no one title applicable to the chief business administrator.
Of greater significance is the fact that, over the years, the
position of school business administrator has become increasingly
important.

He has the special responsibility to make business and

financial operations accomplish most in operation and improvement
of the schools.

To him the Superintendent looks for leadership in

making business affairs add to educational efficiency and progress.10
STATISTICS----Perhaps momentary regression would add some
significance to the statements made thus far.

It is difficult to

imagine just how important the business administration of the school
program is without realizing how much money is spent each year.

In

order to give some idea of the magnitude of the expenditures involved,
some area school expenses will be cited.

The Okaw Valley Conference,

composed of (13) schools, will provide the data needed.
9Foster, .21?•

ill·,

lOroster, .22• cit.,

P. 12

a
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OKAW VALLEY CONFERENCE SCHOOLsll
ColIDilUnity Unit Districts
Douglas County
Arcola
Arthur
Newman
Tuscola
Villa Grove

Enrollment

Combined Total
Operating Expenses

1,016
897
509
1,328
791

$430,954.06
323,044.69
237 ,577 .24
524,814.33
340,322.54

596
566
1,625

240,957.15
268, 136. 92
641,444.26

788
649
858
371
1,377

323,578.94
319,675.52
317,210.98
165,641.49
802,561.92

Moultrie County
Bethany
Lovington
Sullivan
Piatt County
Atwood
Bement
Cerro Gordo
Mansfield
Monticello

The above chart shows that enrollments range from a low
of 371 to a high of 1,625, giving an average enrollment of 874.
The column showing the combined total operating expenses indicates
a low of $165,641.49 to a high of $802,561.92, giving an average
combined total operating expense of $379,688.15.
including the Chicago schools, was $1,088,826.21.
excluding the Chicago schools, was $586,668.58.

The state average,
The state average,
In twelve grade

districts the combined total operating expenses for Illinois was
$382,178,002.68 last school year, 1959.12
This gives some idea of just how much money is involved in
providing the educational program and the importance of having
llstate of Illinois, Annual Statistical Report, Springfield,
Illinois: State Superintendent of Schools, 1959.
12 Ibid
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someone with the necessary training to maintain proper accounting
and an economical educational program.

Quite often the school is

considered one of the leading "businesses" if not the largest
"business" in the conmunity in regard to monies handled.

10

CHAPTER II

RESPONSIBILITIES AND DUTIES
It is difficult to define the responsibilities and duties
of the school business manager due to the fact that they will vary
with the position of the business manager.

This being the case, the

school business manager must fit into the educational program and
assume those duties and responsibilities which seem most likely and
which might be assigned.

However, there seem to be certain duties

or responsibilities which are usually associated with, or assigned
to, the school business manager.

Specifically, some of these

areas of responsibility include accounting & auditing, building
planning, insurance, personnel management, plant & equipment maintenance, reporting, school food service, supplies, and transportation.13
MAJOR AREAS OF RESPONSIBILITY----While there may be other
areas of responsibility than those mentioned above, these seem to
be typical.

In order to clarify these areas, perhaps a brief statement

in regard to each area would help.
Accounting and auditing--responsible for maintaining the
necessary accounting system to provide not only financial data
but student accounting for purposes of state aid based on ADA.
lJAndrew C. Hutson, Jr., "Team Approach: A 'New Philosophy'
of School Business Management", .!!!! Nations Schools, LXIIII, No. 4
(October,1959), pp. 78--79.
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Building planning and construction--responsible for
coordinating the needs of the school in relationship to the
contractor, bondsman, and architects.
Cost analysis--responsible for determining costs of
various phases of the educational program.
Debt service--responsible for any financing or investment programs.
Financial planning--responsible for the development of a
sound financial plan for the type of educational program which
the community wants being constantly aware of any change in the
compatibility of the two.
Insurance--responsible for the entire insurance program
involving all phases of liability as well as student and teacher
protection.
Personnel management--responsible for all positions in
the management area.

Any problem dealing with sick leave pro-

visions, retirement provisions, orientation of new teachers, and
general morale of staff.
Plant & equipment maintenance--responsible for scheduling
maintenance and operation services which will provide adequate
maintenance with minimum interruption of the educational program.
Reporting--responsible for the reporting both locally and
statewide as law requires.

Maintain the necessary accounting

system in order to provide the board of education and administrators
with financial information which they may use to make decisions.
School food service--responsible for the maintenance and
operation of the lunch program and the cooperation of those involved

12
in providing the best possible service.
Supplies--responsible for the purchase and issuing of all
supplies and equipment.

The school business manager must exercise

his judgment in regard to the advisability of all purchases in
relationship to the educational value and need based on sound
purchasing principles and procedures.
Transportation--responsible for the supervision of the
maintenance and operation of school buses in order to insure that
proper measures are being taken to provide the best and safest
transportation system for the children.
TABULATION OF TYPICAL DUTIES----In the process of assuming
the responsibilities just listed, there are many duties implied.
In order to clarify this area some more, it might help if the
typical duties were tabulated in order to establish specific
duties involved.

While it has been indicated that school business

administration provides the leadership in many areas of the entire
educational program, it must also be realized that the business
manager must be careful to stay within the scope of school business
administration in determining procedures to follow in those areas
of his responsibility.

While these duties may vary in many situations

the following seem to be typical.
A.

Accounting
a.
b.
c.
d.
e.
f.
g.
h.

&

Auditing

General fund
Capital reserve funds & trust funds
Construction funds
Internal accounts
Student activity funds
Voucher and payroll preparation
Inventory
Attendance accounting
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i. Special and trust funds
j. Govermnent tax and pension accounting
k. Cost accounting
1. Preaudit or internal auditing procedures
m. Postaudit procedures
B.

Building planning & Construction
a. Assists in the establishment of educational
standards for sites, buildings, and equipment.
b. Plant utilization studies
c. Projects of faculty needs.
d. Design, construction, and equipment of plant

c.

Cost analysis
a. Unit costs
b. Comparative costs
c. Costs distribution studies

D.

Debt service
a.
b.
c.
d.
e.
f.
g.
h.
i.

E.

Long and short-term financing
Maturities and debt payments
Long-range capital programs
Investments
Reporting
Bond and Note register
Debt service payment procedures
Local bonding credit date-bond prospectus
Short-term debt management

Financial planning
a. Budget compilation, in coordination with
educational planning
b. Long-term fiscal planning--operating budget
c. Receipt estimations
d. Budget control
e. Fiscal relationships with other govermnent units

F.

Insurance
a.
b.
c.
d.
e.
f.
g.

Insuring policies
Insurable values--building and contents
Coverages to be provided
Claims and reporting
Insurance procurement procedures
Insurance and claims record
Distribution of insurance to companies, agents,
and brokers.
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G.

Personnel management
I.

Supervision of noninstructional staff-a. Recruitment
b. Selection
c. Placement
d. Training
e. Advancement
f. Working conditions
g. Disciplinary action
h. Termination of services

II.

H.

Records-a. Probationary and tenure status of employees
b. Sick leave and leaves of absence
c. Official notices of appointment and salaries
d. Retirement data and deductions
e. Salary schedules and payments
f. Individual earning record
g. Withholding tax and group insurance
h. Civil service and Social Security
i. Substitute and part-time employees

Plant and equipment maintenance
a. Repair of building and equipment
b. Upkeep of grounds
c. Maintenance policies, standards, and frequency of
maintenance
d. Scheduling and allocation of funds and manpower
e. Modernization and rehabilitation versus replacement

I.

Reporting
a. Local financial and statistical reports
b. State financial and statistical reports
c. Federal financial and statistical reports
d. Miscellaneous reports

e. Required legal advertising
f. Relationships with public information media

J.

School food service
a.
b.
c.
d.
e.
f.
g.

Policies, rules, regulations and procedures
Staffing and supervision
Menus, prices, and portion controls
Purchasing
Accounting, reporting, and cost analysis
In-service training
Coordination with educational program
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K.

Supplies
a.
b.
c.
d.
e.
f.
g.
h.
i.

L.

Official purchasing agent
Purchase methods
Stock requisition
Standards and specifications
Purchase bids
Purchase contracts
Purchase of supplies and equipment
Storage, delivery, trucking service
Inventory control

Transportation
a.
b.
c.
d.
e.

Policies, rules, regulations and procedures
Contract versus district-owned equipment
Routing and scheduling
Inspection and maintenance
Staff supervision and training
£. Utilization and evaluation of services
g. Standards and specificationsl4

As the various duties and responsibilities have been discussed, it has also indicated, to a degree, the position of the
school business manager in relation to the educational program and
to the people involved.
14Foster, QR.• cit., pp.

18--21.
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CHAPTER III
TRAINING FOR THE POSITION
As indicated by the duties for which the school business
manager is responsible, it would seem apparent that he should
have an understanding of both business and educational problems.
In the early years of school business management this was not
necessary.

The primary concern was that the person have an

understanding of the business affairs only.

Since then the

development of school business administration has created a
position which desires that the business manager be trained in
both business and educational practices.

It is true that many

capable people have been successful without specific training or
experience in both areas.

It seems apparent, however, that, as

school business administration becomes more professional the
majority of future managers in such positions will be collegetrained and have some previous professional teaching experience.15
The school business administrator must also be able to
work with both the many people involved in business affairs and
those involved in the educational program.

The nature of the

school business manager's position requires him to operate in
both areas.

He must be willing to serve both areas.

In all re-

spects the school business manager must serve to develop the total
educational program.
15Foster, 2£. cit., p. 30
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At present there are few or no educational requirements
pertaining to the school business manager.

A few local c011DI1Unities

are requesting the same standards and requirements for the school
business administrator as those provided for the superintendent's
certificate.

In so doing, they hope to encourage certification

for the school business manager.

If and when certification

becomes required from the state level, there will be specific programs of study offered by the colleges and universities for those
interested in becoming professional school business managers.
is feasable that a minimum of a B.

s.

It

or B. A. degree with appropriate

systematic study in school business administration, school law,
finance and accounting, school plant operation, planning and construction, school curriculum, management techniques, and personnel work, as well as broad general education, will be required.
many conmunities no administrative positions will be assigned to
persons having less than a Master's degree.16
16Foster, £!!• ..£!!., P. 30

In
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CHAPTER IV

SUMMARY AND CONCLUSIONS
SUMMARY----In summary, it has been suggested in this paper
that the superintendent, due to his concern with the total educational
program, be considered the chief executive, and his role be one of
leadership more than that of administration, as it is generally
conceived.
The development of the community unit district created a
need for a centralized administration and the problem of providing
a capable administrative staff.

In the development of such a staff,

it is suggested that the school business manager be considered one
of the superintendent's administrative assistants and the

g~owing

importance of his position be recognized.
The need for professional management is to assure that
maximum educational returns will be received per dollar invested
and wider educational opportunities for children be gained.

The

ever increasing complication of business affairs may also create
a need for a business manager within a school system.
School business administration has been in existence since
the beginning of the public school system.

As early as 1880 the

importance of school business administration was being emphasized.
Early literature dealing with areas of school finance and accounting
appeared in the 1920's.

The responsibility of making business and
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financial operations accomplish most in operation and improvement
of the schools has been the primary function of the school business
manager.
Due to the nature of the work, it would be extremely helpful
if the school business manager be trained both in business and
education.
nition.

To date, experience has been most important for recog-

Training in either business or education with an appreciation

for the problems in the related fields would be very desirable.

There

are few or no requirements pertaining to the school business manager
at present, but, with the acceptance and recognition for such a
position, more qualified people will find their place in school
business administration.
CONCLUSION----In conclusion, it is generally accepted that all
major phases of school business activity shall be coordinated and
managed by the school business administrator, who shall be responsible for providing all necessary business services to support the
educational objectives of the school system.

School management is

an intellectual process, which, when properly conceived and applied,
and when purposes are known and organization is effective, brings
order to chaos.17
As the financing of the schools of tomorrow and the competition
for the public tax dollar challanges the intelligence and ingenuity
of all school administrators of tomorrow, the school business manager
will come to be recognized as the authority in this area.18
I/Foster, ~·

.£!!.,

R 27

18Andrew C. Hutson, Jr., "Team Approach: A 'New Philosophy'
of School Business Management", The Nations Schools, LXIIII, No. 4
(October, 1959), pp. 78--79.
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The school business manager will become more in demand as
it becomes more difficult for persons not trained to perform the
necessary duties.

Someone involved in the educational program

who has the ability, qualifications, and training to carry out this
phase of ac:hninistration will have to be given the authority and
responsibility.

Thus, the school ac:hninistrator will have to

recognize the need for such an ac:hninistrative assistant in the
form of the school business manager.

21
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